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1. X velcocoo the opportunity afforded by your wnmnrwftim of l6 April 
to mior our progress and to discuss sas» of the personnel prdb Isas confronting 
this Agency in carrying out ito Milgmi missions. Chess prdblen* or* not 
axolusive to the fa— uni eat lone Intelligence field. They also occur to * 
eonSiderable degree in Coaounlcatlons Security. Hy coaawnts in Mover to your 
Msaor* Mux rill supply vith egual force to both segments of the cryptologic 
activities. 

0. An you point out, one of the soot ispeortant of then* problem to that 
Of strengthening the career aspect* of the cryptologic effort, aa regard* both 
ciriliaa and Military personnel, and vithln the Agency a* veil a* outside it 
in the important area of field support. X an convinced that profeesionalisn le 
essential to our mslsew success in the cryptologic effort. Prof es s ion a lism 
is essentially a natter of developing and retaining individuals Vbo are professionals* 
She aon-exlstance at an industrial, eooneroiaX, or academic counterpart In 
cryptologic technology a* it ha* developed in g ore mmu t service ashes it 
impossible to obtain professionals except by establishing attractive and satisfying 
earners for personnel vithln the govensanxt agencies contributing to cryptologic 
production. The necessity for this Is forcefully pointed out in the Robertson 
Report, entitled "Potentialities of COM3 ITS for Strategic Warning," sponsored by 
the ISA Scientific Advisory Board, and provided to you with CXB 000199, 6 H ovsatoer 
1053* Because of ay conviction In this respect X have devoted much effort during 
the past three years In promoting a spirit of professionalism in BA. 
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9 . With this la adad, I should libs to eo— iat on tbs apecifia aspects 
Which you stationed la paragraph 2 at your nsaamadus (your subparagraph letter lag 
applies)* 

&. WA Civilian eeplayess should be placed la relatively as favorable 
g petition as CIA or State Eepertssnt foreign Service employees Insofar as 
overseas duty Is concerned. The ability to sake coonitconta for concurrent 
travel at dependents, free aad adsqxmte aedioal service, free life Insurance 
Where haaerds exist, traaeportatlan by ocanwciel carrier, aovws m t of house* 
hold goods sad autosoobUee, peyseat of station allowances, riiabiarsenant for 
eatpestes (storage, etc.) resulting tram overseas aoveosnt, availability of 
« w rts* s r y, BE, liquor ossa, sad dub privileges, sad tbs like, would go 
far toward solving our existing pcroblea*. Specific legislation. 



a 



my be necessary to nature *cn» of thorn privilege* j administrative notion 
by tho Bepartaent of Defame could prbfesbly obtain other*. St is sppreoiated 
that e^loyee ccaaitnento to acoept otwih* aaalgnmnt* an request noy ho 
as&stsary and no mjar diffieultio* ere anticipated in thin respect* 
fc. She use of civilian intercept operators tan town given mrloua 
thought with n view to overeating soon of tho current handicap* caused \ 
hy rapid turnover in adHtsyy intercept operator* and the increasing technical 
difficulties in intercepting c duple* type* of traaaeUsion. But civilian 
intercept clearly cannot ha regarded ea a unirorael panacea for our OQMXHX 
collection ailments* Sven the UK, which heo a veil eatahliahed civilian 
QOllection program, has encountered aeriou# difficultie*, although their 
Situation 1* auch acre favorable than that of thlo country in at leant two 
miar respect at the enormously greater percentage of their intercept 
poaitiona which can he, and are, located at hoo*i end the relatively greater 
stature and advantages of civil service a* a profession in the U.K. X an 
however taking two exploratory actions: 

(1) t an preparing vrlth the Bireotor of Central Intel li g en ce a 
proposal for Increased ClA participation in the national 
Collection effort, for early presentation to UBCXB and the 
Secretary of Defame* 

An 9 

(2) X an asking plans fear the experimtntal conversion of a 

A 

service -operated intercept station to civilian operation by 



£. The restriction* laposed by governs* nt oecurity regulations which 
gffoct the recruitaent of otherwise highly qualified personnel generally tall 



into two main categories: 

(l) Many qualified applicants, particularly in the linguistic 
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field, are alien# ext recently aaturalised 0.8. oltisene, 

«r hare intirete foreign eonaectiooa . Thie is true particularly 
far linguist* faadliar with the acre critical oriental end 
dddle mtim language*. ft*** standards cam 1* mired at 
jSf discretion, mffr each cam rest be Judged on its individual 
Mfcrtta, comparing the operational are 4 with the result# of 
all investigative water isl and inf arret ion available. 

Occasi onal ly It la found that top-larel eclentlate In fields 
in which SSA la vitally interested bare record* of affiliation 
in varying degree* vith que 8 tionable , Ccreunist-dnspired or 
infiltrated/ ws A even cited Organisations . 

She selection aai investigative standard* of t£C2B Directive Ho. 5 in tore 
respects ere acre restietive than the provision* of 8.0. 10450. She 
restriction* of neither ere considered unrea* dabble end 1 do not recomasnd 
that they he relaxed or that authority he (rented to nekn exception* other 
t Hr that now In existence. CIA has * eonwrtatt different problea, in that 
certain assignments can he fulfilled only by specific individual# vith 
definite background* end qualifications which in theaeelre* would disqualify 
an individual from 00MT8T evploynent. 

the probla« 5 of civilian career policies say ha subdivided into 
four stfbcategories t (l) o v er se e* duty (discussed in subparagraph a, above)! 
(p) tbs status of the civil servant In the tJ.S. vis-e-tl# other occupations 
(this Is less favorable than I would desire hut X consider the problem goes 
beyond this discussion)} (3) relationships between military and civilian 

I ■ 1 1 ^ 

* levants of MA (discussed In subparagraph c. bo lev)] and (4) the bwtt s a-asgt 

A or Of BA Mk MUM mu 

-k - 
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policies. tn this latter fltM f |mt stride* bava 'bean aede in the vast 



three years as Indicated by tbs ebarta and *u«Mries attached M iaoloaurs 1. 

addition, action will be tiben to r ea ch an e grssnsot vith the nilitary 
asry tflogic agencies whereby a frsa exchange of drilian csployees la 
feasible In an integrated carter dervslppsnnt pragma. faeh agency would be 
guaranteed the return of its ecplcyse an the coop 1st ion of a tour of duty with 
another agamy. Mach, of court*, renelne to be dona, and I feel that one of 
the anJor groblena which you can help in solving la the aatabliahnattt of 
additional super-grades. 

f.. t do not believe that 8BA should operate under rules for the 
trt least of "Saadwood" p er so nn e l differing in any Material respect from those 
get qp by the Civil Service Caonieaicn for the g ovw rn aai i t services as a 
whole. >riLsting »^iUTlWr g» iflujwSa, /db-though the application of 
existing regulations by supervisory personnel say not yet be perfect^ X expect 
a eeofimditt iaproveaent in the gnality and ge rf ora s ace of ap- aigerrieors 
gg e result of the well -advanced aanagesect Inprcrmjent end aotecutlvw 



davelopaant pregraas of SSA, letter usage of available procedures for 
release of "dtadvood” p e rsonn el is expected as a result. 

£. (l) B» second Major reconasndation of the Majority Report of the 

Joint Congressional Coandttee on tba Investigation of the Attack on Pearl 
harbor was that the Military services proceed forthwith to provide that (p. 253) > 




> 



"... officers be selected for Intelligence work who possess the 
background, penchant, and oapaclty for such vorkj and that they 
be Maintained in the work for «ua ex t ende d period of ties in order 
that they mi bee one steeped in tba ranlficeticna and refiaewants 
if their field ... . Iff latent intelligence services ere Just 
as essential la tine «f pe ac e as In war, and this branch of our 
aswd services Most always be es co rted tbs i^oortant role which 
it dcservas.’’ 

lb th e lig ht ofthefsregeing recoegand ation, t Ae not cen eld er that the Military 
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(t) The feregoing rscoenendation 

(p tjrr) in tb* 

* 8 . 



repeated and aagilified later cm 



keport, as follow* i 

« « * 



prccar evaluation of Intelligence la 

pf stress Mart do insured Vy ocntlWnTy of servloe 



joordinatlon and 

i* ' Of stress SMat"be lasur 

^gtraliaat'l«i of respoaslbllity la cospctent officials 
ISlSIS in original.) 




• Heverthslsss, tbtr* Is substantial basin, from a review 
Of ths fsarl Harbor Investigation in its entirety, to eooclude 
that tbs ays tea of handling Intelligence vat seriously at 
fault and that ths security of ths nation caa be insured only 
through eontiauity of service and centralisation of responsibility 
In those charged with >m^ i intelligence. Api tho .Hite- 
cfan officer having an altitude fear such wort orer an 
>d period oi tim shcn^ld pot inpede his progress opr 
“his paroMOtlocs . (lCsg>hasls in original ■ j 

professional shaxecter of intelligence work does not 
Stipes r to hare been properly appreciated in either the War 
or hvy Departments. It seems to have be en regarded as Just 
gftOtbsr tour of duty, as reflected by 1 imitations disposed on 
the period of assignment to such work, asong other things. 

The eacodttee has received the distinct ispression that there 
set s tendency, whether realised oar not, to relegate intelligence 
to a role of secondary i^Kjrtance 

As an integrated picture, the Pearl Harbor investigations 
graphically portray the isperativs necessity, in the War and 
■avy Departments, (l) for selection of sen for intelligence 
sort, who possess the background, capacity, and penchant for 
tttCh work; (t) for salntalaing than is the vork over as extended 
period of ties in o r d er that they say be cone steeped In the 
rasif ications and ref inrat ots of their field and eiplcgr this 
reser voir of knowledge in evaluating data received! and (3) far 
the centralisation of responsibility fer handling Intelligence 
te avoid all of the pitfalls of divided responsibility which 
experience has made so abundantly apparent." 

In the light of the foregoing recoomendatiocs, X 4 e not consider that the 

military cryptologic career programs of ths Armed Berries 8 are developing. 

On the 



5 * 
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Wrtm yi tto Anv prograa * * oaa to to atrophying and tba Savy pragma re~ 
tregreaelag- tto fault ion aot 11a yrimrily with tto atrrioa cryptologic 
which ap pe ar to to eell snare of deflate no lee and tba action to to 
totom to co r rect ttoa. thmy fora, h o wev er , a very snail eagaant of tba ant Ira 
Military aatabliahnent, which la dontmtei by "lloa-gladadmaa* to Rich an 
sartent that specialisation la professionally panalised. this la self- 
perpetuating! aot only does tto apoclallot la xtnifora raraly rlaa to general 
ar flag rank, but tboao who do are rarely assigned to positions where ttoy can 
axarclaa a corrective influence on this atate of wind. Oaa mjor contribution 
to solution of this problea would to tto aatobllahamxt of ala central (flag) 
Officer billet* for cryptologic careerists, two for aach service, «f which ana 
each would to in tto flarrice eryptologio act laity and or* la USA. It will to 
desirable m occas ion to fill a cm of ttoaa billata by non-careerists, in which 
MM tto cryptologic general (fine) officer* ao displaced should to assigned 
tecpdrarlly to rwlatod field* such aa istalligencs and co—undcatio on, Along 
with this, aalaotlon procedures should to ao established that cryptologic carder 
adffioar* will aot to penalised by choica of this carter field In prowationa i\ 

through tto grade of 0-6. la addition to tto establiehnaot of aa officer ^ 

>\ 

cryptologic aarter prograi, tto designation at t to Any Security Agency and . > 

i \ 

tto levy Security Group a* aajcr eerrioe to— anda would to adtnatagecua. X ftol 
tost tto AW8 which la ao dealgaatad ton a considerable advantage over the' 



Other two terries cryptologic agencies. I an conc e rne d , also, over tto 
attitude which X hare tassel, at least aa regards ana service, that 1BA la 

\ 

outside of sad foreign to tto Military aooaunlty, and that officers who have , 
eogpleted a leyally-perf orasd tour ef duty with tto Agracy anat denanstrato their 

“de-KAtiaatioa'’ prior to full acceptance back Into their parent Military carried. 

* 

The direct affect within fiA of tto failure of tto Military carries# to 
sat *li 1 Tati and nrcMote orrvtolorlc wofessloaalisa aa a Military oorear la that 




> 



™ i 



l \ 
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2 4o not bav* * fuffieiest awstwr of fn*2ifl*d and «*parl»»<jed officer* to 
#£U certain tagr petitions ehich, la wy opinion. 



I 



I 

/ 





/ 

> 
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i 
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Should be occupied by tedudcally -qualified Military personnel. Whan an 

is hnni/ff'li^ him* Wf +e 

Officer of f laid grade la mad* available to a»/WWk assign him to 

task* whioh are net commensurate with bla rank and ether military capabilities . 

(2) Another vitally important aapect of thia military career problem la 
that of the anliated technician. I am firmly convinced that the major 
contribution to the solution of our field collection and analysis problem 
liea la the development and retention of profeeelenal CQMUfT onliated 
personnSl, In the earns nay and to the aame degree that professional civilian* 
are required to eolve the technical OCKEfT protolim* of the headquarter# 
establishment. Although data aa to the rata at COMIST ra-enHetaeuta are 
act available, the over-all la probably be leer 20 percent for all three 
Service*. It is a calami tou* fact that the re -enlistment rate of Army 
Intercept operator# at preaent is lea* than one percent. In ay opinion, 
the a lagle major atop meet likely to contribute materially to the eolation 

ertjit+kU^it, enr*** lm.Adtrs «mi( 

Of thia problem ia the eatahllahment of^an advaacem*nt program beginning 
with the 8 1 grade and peregreaeiag through 8 7 and W 1 to the rank of W h 
for service technician# . The technician grade structure of each service 
ttryptologie agency should resemble an inverted pyramid of enlisted grades, on 
top of which stands a smaller pyramid of warrant officer grades, similarly 
inverted and balanced. I dea ll y, tha number of S 7 and E 6 technicians In 
the CQmST field should vastly erased the motor at S l*s end E £'# . 

Advancement should depend, entirely an individual ability, not on vacancies, 
from the 2 7 ranks, outstanding individuals would be mid* warrant officers, 
lure again, advancement through the VO grades would depend solely on 
demonstrated competence, not vacancies. The ideal result would be many more 
S 7's than * I's, over a period of time. If in addition to this grade 
Structure, the living accomodations and recreational facilities accorded 



CCKDR? technician* were improved aa an inverse funotien of the undesirability 




! 

i 
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of the location to which they m assigned, end travel of families wnt 
facilitated to the greatest possible degree. It is felt that a much greets or 
degree of profess lonallse could be obtained over a period o f years. I plea 
to take this natter up through the Service cryptologic agencies at an early 
date, and ay request your assistance la establishing Inverted pyramid grade 
Structures . I believe that such a program 'San be carried out without 
derogation to other anas, la which t/d or TO fc E type organisations , with 
hasardous duty pey where appropriate, can equitably continue. 

g. 1 do not feel that your statement of ay general policy Is accurate, 
or that It is possible to segregate agency positions into "co mman d positions" 
sod "essentially consultant" positions. 

(l) 1 believe it cftlar that the Sat tonal Security Council Intended, 
regardless of how the reeaesaendetions of the Brownell Cotsslttee 

I 

might be Interpreted, that BSA be under military control. I 
also feel that It would be difficult to achieve this were 
the Director the only mil it ary person In the Agency. In fact, 

I have been guided by the following reccan* relation of the Brownell 
Committee r 

"Belov the directorate level, senior positions should be filled 
by individuals, where officer cr civilian, who have a career interest 
In the field of communications Intelligence. We do not believe 
that these positions should be limited to civilians, because we 
are Impressed by the testimony given by many witnesses as to the 
importance of familiarising the Service organisations In the 
field with ABBA organisation and operations by rotating officers 
from ABBA into field positions and then bach again. Also, the 
long experience of several Bevy officers Is one of the great 
attest of the activity today. On the ot h e r b a n d, It would be a 
major mi stake to limit the senior positions to officers, because 
it is of the grea test importance to encourage civilians to mete 
careers in the CCMEW field by clear demonstration that senior 
positions will be available to them If their talents merit 

pnwviooul e 
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Tou will note that they um the term iaalor positions," rather 
than "command petitions. 11 

(2) It ha a bean, and will continue to be, my policy, that olrillan 
$aA military personnel share alike in the responsibility tor Urn 

successful eecoapllshmnt of the adseion of the national Security 

✓ 

Agea ty. Employes*, botli civilian and military, ar* assigned to 
positions for which ghey are bast fitted and In which they nay sake a 
maximum contribution to l/b. else ion of the Agency. I cannot and do 
not tolerate any discrimination because of civilian or military statue, 
race, sax, or religious affiliation. Personnel assignments are. mads 
after consideration has been give to job requirements for continuity 
Of experience, knowledge of tbs current military picture, and career 
requirements of the Individual. Potation programs, technical and 
Managerial training programs, and self -development and appraisal programs 
are utilised In preparing all personnel to assume wider and mors important 
responsibilities . In short, every attempt is smde to make maximum use 
4f each worker’s experience and skills in a position Which will not only 
be conducive to maximum efficiency in the execution of the MBA sdsalon 
but will also provide the job satisfactions necessary to a satisfied and 
highly professional workforce. 



9 
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X hav* tmtlmt foil cw*4 19 vigorously eontiming pr ogr ma 

fir promoting, to tho highest civil servics grades, sntstandiBg 
tecfaaioians having skills of vital iapcrtanos to S3A, tut 
Without lOOrtttfUy assigning them to senior amseutiv* or policy- 
— decisi ons - further, for high-level civilians 'both those 
in purely technical positions and thoee oho ere qualified for 
eal assignable to policy asking end executive positions, X have 
recently teen able to secure quotes for one Civilian in each class 
at the letlonal War College and at the Industrial College of the 
Arasd forces. X propose to continue ay efforts to familiarise 
high-grade civil service enployeei with the problems and 
functioning of Military operations by endeavoring to secure 
Civilian quotas in both senior and Junior courses at the various 
service ear colleges and command and staff schools. This familiari- 
sation and orientation program could be augmented by a vigorous, 
healthy, and realistic Reserve program in the cryptologic branch* a 
of the military services! It is to be hoped that current efforts 
by the Secretary of Defense to vitalise our Reserves will enable 
the services to plan and earry out such a program) this would not 
only make it possible for the Services to retain their j^sservlsts, 
Which are being loet at a rapid rate by resignations, but also to 
attract many of our younger civilians to become reserve officers. 



/ 
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Jf {£) Currently, of the 3 \ Moot senior positions 1* the Agency, 10 

•re filled by Military officer* and 16 by civilians. Eotational 
and other change ■ which have been In prospect for several Month* 
will soon alter this proportion to 15 Military end 19 civilian, 
la fact, mf primry concern vis a vie ellltary-civilian relatlon- 
•hilpe 1* not In the direction you irply, but quite the reverie. 
Unless an luproveneat In the eituatlon cited in siftparagraph f 
ebove eoon occure, the Military control of MSA trill become even 
store tenuous, and an overvhelalng preponderance of the Agency's 
senior positions trill lave to be filled by civilians. X cannot 
but feel that this **£L reduce to a dangerous degree the 
responsiveness of the COMXNf and COMSEC production to the require - 

amts of the Military, and would eventually lead to lots of 

A-/ — _ - 

-Military con trol of too functions vital to the ability of the 
-Military to wage a successful tar. 

(5) 1 feel, therefore, that changes in Military -civilian relationship 
is R9A ere gg£ desirable, and do not reconoesd a change In s y 
policies as hereinbefore expressed. X do feel that these 
policies could be better iapleueated, and be mar* conducive to 
ieprowd Military -civilian relationshipes within the Agency, were 
the service* to isprove their cryptologic career policies to the 
ejetent that the Agency could be furnished with senior officers 
with sufficient technical background to carry out, without the 
need for a technical consultant, the ccsauand functions to wliich 
they should be assigned. Specific steps which could, and in ay 
opinion should, be taken to accoopli,h this end are: |\ 

3 (a) Outstanding young officers of 0-5 and 0-6 rank. 
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particularly the latter, who are likely candidates far 
general oar flag rank, should to brought la la snail matters 
tor three year tour* . They will to broadened by th* 
assignment, will hr lag BBA *n sWrenes* of service operatlonal 
proble** «a& concepts, mad In ttoir later carters can assist 
fa keeping the Services aware of the value and Inportance of 
ISA's Mission. 

Outstanding cryptologic officers of all grades should serve 
regular tours of duty with operational coesMuods, ** well as 
in service intelligence and CCMHE duties, and at 0QXMT 
field stations. 

Constant Junior o f f i ce rs of the several services, experienced 
in ordnance, tactics, eonaunlcat ions -electronic* , Intelligence, 
counter-intelligence, etc., should to assigned to BBA for the 
benefit to to gained by their eaploynent as technical advisors 
in reverse, l.e., technical experts in a phase of Military 
endeavor advisory to cryptologic tebhnlcians attacking 
operational problems. 
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(d) In the omi oT officers who ere assigned for their tiff 
first tour at duty la H8A ud whose seniority would 
aoraftlly dictate their assignment to hey technical 
position* far which their previous training and 
•sperlence have not prepared then effectively, mush 
officer# should first qualify themselves far such 
position* by completing an MBA training program 
Specifically assigned for thie purpose. 2hi* would 
permit the utilisation by MBA of such officer* without 



detriment to their service career or to the effective* 
neet of BBA operations. 




ion to the 
fe w* hev- 



Lor policy or 

’a 

^osiflons* 

k. One further item of iaportaoce in achieving cryptologic professionalism 
Which was not mentioned in your wnaornndua relates to the severe Ices faced hy 
the cryptologic agencies la coming years of regular military officers, both 
temporary end permanent. Many of these, especially in the Me vy, have on Invaluable 
background of up to twenty years experience In cryptolcusic operations. Especially 

10 k 

in the case of theme S*vy captains who oust retire for aan~W3flHb4ea after 30 or 



fl years of active eomniseiemed service, they represent a potential which 
Should he usable, and of great value, to this Agency for a mwELvr of years to cone. 
X cannot employ them at all. Mven und er the proposed legislation which liberalises 
public laws , M l and t . . which, if enacted, would permit them to 
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waive retired pay end accept full civil service pay, the total ecnpene&tiou thus 
afforded would sot be sufficiently greater tbea their retired pay aloae to 
attract tbea. Any eolutlen to this p rob lea, which already ex let*, and vill loon 
larger la the future, would be of unloose help* 

J. Die faregoing, although Lengthy, la only a superficial treatment of 
those items Which you raised, t shall keep you informed of developments along 
this line. 1 greatly appreciate your Interest la these problems and your offer 
Of assistance . 1 shall ask your assistance from tine to tine oa specific problems 
which are beyond ay power to solve. 

iujii pa j. Gurams 

Lieutenant General, V. B. Any 
Director 
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